Introduction
The message we develop in this book is clear: independent brands must differentiate through innovation. Innovation is probably the key strategic choice to survive in an aggressively competitive and economically destabilizing environment. In other words, innovate or perish! 1 In this chapter, we present innovation in the luxury industry under its different faces, giving particular attention to the role of independents. Issues such as the role of the investor and business model innovation are explored. We then introduce the method that led to the identification of the winning innovation strategies: "back to the roots," "code breakers," "eagle in the aquarium" and "game changers," concluding with an in-depth presentation of the BA 2 RE ® luxury strategy approach.
Defining innovation
It may be helpful to begin by clarifying the easily confusable terms: invention and innovation. Invention is something new, scientifically or technologically speaking. It is commonly associated with technology and intellectual property (IP). 2 The new materials used in watchmaking or in fashion are examples of inventions. Inventions may result in marvelous objects but, equally, they may find little social use, nor a public following. This is the case in haute couture where many creations and inventions in form (material, silhouette, cutting and tailoring), function or style remain on the catwalk, or in collections and c h a p t e r 2 Last Chance for Knysna: Innovation museums, without ever being offered for sale.
3 A key lesson is that developing a market is as important as developing something new. Innovation is an invention which has found a market or an audience. 4 It is both a result and a process, the new product or service being the result of this process.
Innovation is thus about change and is therefore neither an easy nor a smooth journey. As Norbert Alter explains, "innovation is not a rational, economically sound or peaceful action; on the contrary, it is a rough and eventful path along which passionate interests, beliefs, and behaviors meet."
5 Innovation is thus inherently complex and dialectic, and is characterized by dilemmas and uncertainty. 6 And how about creation? Luxury is a creative industry, thus creation is an intrinsic characteristic of luxury. 7 The association between creation and innovation in the luxury industry is so close that many actors consider them as synonymous. If it is true that creation is the origin of invention and innovation, 8 it does not necessarily lead to them. In the fashion industry, for example, each new season brings creations, some of which may include inventions, such as new fabrics, but few will be innovations.
When Jean-Claude Ellena develops a new fragrance for Hermès, this is an act of creation. When Karl Lagerfeld designs a new ready-to-wear collection for Chanel, this is creation. It results in new products, but less often in innovations. On the other hand, when the designers Rei Kawakubo and Yohji Yamamoto come to Paris bringing with them a new aesthetic, then there is innovation, a change in the codes currently in force in the fashion industry. And it is thanks to the creative spirits of Charles Frederick Worth, 9 Coco Chanel, Enzo Ferrari, Michel Jordi, Pierre-François-Pascal Guerlain, Thierry Hermès, Louis Vuitton and Ferdinand Porsche, to name but a few, that we have so many innovative luxury products. That said, being a brilliant creator is not everything. Claude Montana and Christian Lacroix are there to remind us that genius does not necessarily lead to a profitable and lasting business.
Innovation thus supposes a rupture, whether in terms of consumer behavior, or how things are done in a company. Apple's iPhone is a good example. The first iPhone was an innovation which incorporated a number of inventions at its core (all well patented), and was built on a business model innovation: the iTunes/App Store ecosystem that enabled recurring revenues on top of those generated by the agreements with telecom operators. Then, each new generation of iPhone brings incremental improvements: more ergonomic design, flatter, new choice of colors, more efficient camera. Even if occasional
